The fiscal choices we face are difficult ones, but there should be no doubt -here in the United States or around the world -we will keep our Armed Forces the best-trained, best-led, best-equipped fighting force in history.
-President Barrack Obama 1 The Army has begun to experience a tremendous reduction in funding due to the weak economy and the normal drawdown expected of the Army after the completion of military operations. However, the President has stated that our Armed Forces will remain the best-trained, best-led, and best-equipped fighting force in history which seems to be at odds with funding reductions. The answer to this problem is the implementation of an Army cost culture.
The Army has started down this path of implementing an Army cost culture, but it still has a long way to go. This paper will start by describing Army cost culture and provide an assessment of the current environment. It will proceed to describe a comprehensive framework or model for implementing change that can serve as a guide to follow. The model will facilitate a review of the actions that have taken place, identify what remains to be done, and generate a series of recommendations for Army leadership that will facilitate completion of this task.
It is important to start with a common set of definitions when dealing with a topic related to change. This will ensure everyone involved is working toward the same goal.
The term Army cost culture has been around for a couple of years; however, it has only been widely used within the resource management community. The definition of Army cost culture is important because many senior leaders and even resource managers 2 have a very different understanding of what it is. This lack of shared understanding has led to disjointed actions.
It also is essential to identify what has been done to date in the name of an Army cost culture. More importantly, it is critical to specify what remains to be done in order to create a roadmap for the way ahead. This paper provides a roadmap to ensure the Army's cost culture performs objectively in an uncertain future. Army leaders must have a clear understanding of the major roadblocks or impediments to strengthening the Army's cost culture. Army leaders must lead critical changes to strengthen this culture.
In order to specify these critical steps, this paper uses John P. Kotter's "Eight-Stage Process of Creating Major Change" 2 to build a roadmap for the future Army cost culture.
To begin we must define key terms such as "organizational culture" and "Army cost culture." The definition of the Army cost culture must include the key elements that comprise it in order to determine where we are and what remains to be done. Another definition that is needed up front is "Cost Benefit Analysis" (CBA), since many regard it as synonymous with Army cost culture.
In order to define Army cost culture, we must first understand the terms "organizational culture" and "subculture." "Organizational culture refers to the values, assumptions, expectations, and definitions shared throughout an organization." 3 Organizational culture deals essentially with people in an organization. It influences how they behave and includes the principles and beliefs that drive their behavior. The Army culture is an organizational culture with behaviors and beliefs that are characteristic of its members. In other words, U.S. Army Soldiers share common beliefs and behavior.
However, in a large and complex organization like the U.S. Army, there are also subcultures due to the diverse unit structure and mission requirements.
A subculture is a group of people within a culture (whether distinct or hidden); their subculture makes them different in some ways from the larger culture. 4 The Army resource management community is a subculture that focuses on Army funding. Their mission is to seek the necessary funding for the Army and to ensure the Army spends within their limitations. In other words, it is a subculture of the greater Army culture.
However, it is important to clarify that a subculture is not problematic as long as it observes the values of the larger culture.
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The Army cost culture, on the other hand, refers to a new value that we would like to adopt as part of the Army culture. It would ensure cost management becomes an integral part of the Army culture. This integration will take place when all Army leaders and managers incorporate cost considerations into their decision-making and day-today management. 6 An Army cost culture must be inculcated by everyone in the Army through leadership, education, discipline, and experience. Its integration into the Army culture will ensure that Army leaders and decision makers:
 make cost-informed decisions  make trade-off decisions for best possible use of limited resources  hold people accountable for understanding all costs in their organizations  focus on continuously improving the efficiency and effectiveness of operations 7
In this culture, cost-management considerations become second nature in the Army decision-making process. For this to happen, Army cost culture must no longer be 4 limited to a value only embraced by the resource management community. Rather it must become a fundamental component of the Army culture.
Consider now the current role of Cost Benefit Analysis (CBA). It is gaining Armywide recognition and can easily be regarded as a sufficient strengthening of Army cost culture. However, CBA is only an essential tool of the Army cost culture.
It is a decision-making tool, which provides a structured methodology for forecasting and comparing the anticipated costs and benefits of alternative courses of action in order to identify the optimum solution. Its main purpose is to provide a detailed analysis as to show that the benefits of the optimum solution outweigh its cost and risks. It also serves to identify the bill-payer for the optimum solution. 8 CBA can best be categorized as an embedding mechanism that enables a change in culture to be successful. Embedding mechanism is a term used by Edward H.
Schein in his book
The Corporate Culture Survival Guide as a key element to culture change. It essentially refers to an item of high importance to the leader of the organization. In order for something to be considered an embedding mechanism it must be measured and controlled on a regular basis by a senior leader. The fact that the Secretary of the Army has instituted a policy mandating the use of CBA and that it is enforced throughout the Army makes it an embedding mechanism.
Our shared definitions of key terms such as organizational culture, subculture, warns us that failure to complete each step of the process and to reinforce each step will decrease the urgency for change and jeopardize this entire institution. 13 The first four stages are meant to soften-up the status quo. 14 The Army has a 237-year history. In the past 10 years it has committed a large percentage of its troops 6 to military operations. This is definitely a difficult time for inculcating a value such as cost culture. The Army's mission to fight and win our Nation's wars by providing prompt, sustained land dominance across the full range of military operations and spectrum of conflict in support of combatant commanders inevitably puts Soldiers in harm's way.
The costs of Soldiers' lives are immeasurable. Fiscal management is understandably trivialized in an era of protracted military operations.
STAGE 1: Establishing a Sense of Urgency
This is an extremely important stage: It is the foundation for gaining the cooperation needed to implement change. The reality is that the current economic crisis has established a sense of urgency to reduce government spending throughout the Army and society in general. This is not just dealing with the typical post-conflict peace dividend; it also has the challenge of reducing the deficit. However; in this current situation, the Army stands a good chance of averting the error of complacency that can obstruct the urgency to be fiscally responsible.
In order to move on to the next stage, leaders of change must determine whether enough Army personnel believe that change is essential 15 . They must also consult wellinformed outsiders 16 who deal with the Army to determine their sense of urgency. Senior leadership in the Army such as the Secretary of the Army and the Chief of Staff of the Army agree that there is a sense of urgency to find ways to spend less. This can be confirmed through the following phrases used by them: "inculcate cost culture,"
"redouble efforts of good stewardship of resources" and "shrink and share." 17 It is evident that in order for the Army to remain relevant it must manage funding as efficiently as possible. Integrating the value of cost culture into the larger Army culture provides the best way to manage the Army's fiscal responsibilities.
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Action Required: This stage can be considered as completed enough to be able to proceed to the next one: There is a sense of urgency throughout the Army senior leadership that our nation has entered an era of constrained resources. There is no doubt that the Army needs to take some immediate action. Figure 1 depicts the steady decline in Army funding in both BASE and OCO since FY10. The FY13 appropriation
has not yet been determined but the total requested shows a sharp decline from FY12.
It is probably safe to assume that this sense of urgency is not at risk of dissipating any time soon. However, Army leadership cannot afford to lose sight of the fiscal reality in order to create true change. This document acts as a reinforcing mechanism to Cost Benefit Analysis (CBA) which is the embedding mechanism. CBA is mandated for all new proposals or initiatives throughout the Army via this memorandum.
However, CBA in itself does not entail the needed change to the Army culture.
CBA, as stated before, is only an embedding mechanism in the initiative to change Army culture. Even so, implementation of CBA indirectly assisted the change initiative by providing the projected coalition a means to enforce the need for cost considerations. The first two stages, "urgency and a guiding coalition are necessary. But they cannot alone bring about major change." 24 The 2012 Army Strategic Planning Guidance mentions fiscal austerity in its introduction. 25 It also mentions a constrained DoD The next two stages are where actions are launched. Prior to these stages, all change efforts were designed to awaken the Army to the reality that leaders at all levels must change their behavior. From here on, we observe motivated personnel beginning to change old practices to align with the impending change.
STAGE 5: Empowering Broad-Based Action
This stage is designed to get leaders at all levels involved with implementation of the change vision. The involvement depends on whether the coalition has created an appropriate vision that has been communicated effectively. Kotter cites four likely "obstacles to gaining this support: structures, skills, systems, and supervisors." 33 Fortunately, the Army's organizational structure presents no obstacle to change. The
Army is structured to empower all its Soldiers to take charge and accomplish the mission. Effectively led and properly informed Soldiers will support the coalition's change initiative.
Concerning skills, Army leaders must provide Soldiers with the training needed to effectively incorporate the cost culture changes into the Army culture. Clearly, implementing this change will entail technical training for leaders at all levels: Cost management and cost accounting are performed throughout the organization.
Fortunately, the Army has already developed a series of courses designed for leaders and action officers at all levels to help overcome the skills barrier. 
STAGE 6: Generating Short-Term Wins
Major change within a large and complex organization like the Army undoubtedly requires years for full implementation. 35 So predictably some members of the change coalition and others will start to lose interest unless they see progress.
The best way to demonstrate progress and retain organizational focus is to identify short-term wins that document progress of the change initiative. "Short-term wins must be visible, unambiguous, and clearly related to the change effort." 36 The following is a review of several key initiatives completed by the Army that can be designated as short-term wins for the Army cost culture.
The creation, distribution, and implementation of Army policies that mandate cost reviews can be cited as tremendous short-term wins. The bottom line is that all new initiatives include a CBA in order to proceed through the validation process. The initial policy was distributed in 2009 in a memorandum entitled Cost Benefit Analysis to Support Army Enterprise Decision Making. 37 The latest policy was distributed in 2011 in a document entitled Consideration of Costs in Army Decision-Making. 38 These documents clearly signify short-term wins because of their distribution, topic, and guidance. They were distributed Army-wide through the Army senior leadership; they clearly focus on cost considerations; their guidance is clear: All new initiatives must include a CBA, which is indisputably a cost consideration.
Another significant short-term win has been the implementation of a Cost
Management training curriculum for all levels of leadership (junior, mid-level, senior, and executive). This effort is extremely important as the Army transitions from a mainly mission-oriented environment to a mission and cost-oriented one. So Army guidance now uses new terms such as "direct cost," "indirect cost," "full cost," etc. This educational program has awakened Army leaders to the fact that cost culture is no longer only resource managers' responsibility. Army leaders now realize that the Army cost culture can no longer remain a focus of only the resource management community.
So this educational initiative can also be categorized as another short-term win that has been validated through Army policy and the specificity of the topic.
The Army also has a long-term win for Army cost culture. Implementation of the General Fund Enterprise Business System (GFEBS), a financial management system, is closely related to the Army cost culture. GFEBS provides all the Army's financial data in a single data base real-time. It is available to all Army personnel, not only resource managers. This system is definitely visible, unambiguous, and clearly contributes to Army cost culture since it contains a cost module that enables cost analysis at all levels within the Army. Without GFEBS cost analysis would be extremely laborious and limited to resource managers.
Action Required:
This stage can also be considered as complete enough to proceed to the next stage: The Army can cite numerous wins that relate to the Army cost culture. The only action required is to ensure that everyone understands that these wins came not from separate initiatives. Rather, they were won on behalf of the Army cost culture. This message is critical because many Army leaders have confused CBA with the Army cost culture. With the benefit of an effectively communicated change vision, they can perceive that GFEBS is not merely a tool to enhance CBA. Rather it is part of a culture shift to integrate Army cost culture into Army culture.
GFEBS is mainly viewed as a solution to the Army's lack of auditable financial statements. Very little information has been released about its contribution to cost culture since it is mainly related to one module within the main system. The only action needed is to emphasize the relationship these wins have to cost culture through every communication outlet available.
"The main purpose of the first six stages was to build momentum sufficient to cause a breakthrough and obtain a significant change in a large and complex organization like the Army." 39 The last two stages serve to implement changes and ensure they will endure during periods of resistance.  Offer appropriate technical training for operational personnel.
 Clearly declare short-term wins in policy, in training, and in the implementation of GFEBS.
 Make more change such as including cost management as an elective within every Senior Service College and modifying GFEBS reports to contain specialized cost data.
